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Scope of 
solution?

Time frame 
for solution?

Anticipated 
benefits?
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A Broad 
Concern

> "The client's not happy"
> "We've got a sour culture"
> "Our meetings suck"
> "There's no accountability!"
> Morale is low
> Market share is slipping
> "I can't stand this place anymore!"
> "You're not the girl I married"
> "People weren't so competitive in my last 
company"
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Selecting 
the Unit of 
Analysis

> Personality?
> Skills?
> Relationship?
> Group / team?
> Work product?
> Technology?
> Work flow?
> Project?
> Program?
> Structure / policy?
> Culture?
> Company?
> Supply chain?
> Industry segment?
> Community?
> Market dynamics?
> Large system?

Any Unit of Analysis chosen 
implies...

> Possible area of expertise
> Likely causalities to explore
> Possible interventions to consider
> Fuller list of stakeholders to engage
> A test for access to the problem
> Links to other problems

Part of the Naming process is considering the implications 
of casting the symptom in different contexts, or units of 
analysis.  For example, excessive conflict in meetings 
might be viewed in the context of the group leader's 
skills, the personality  of the participants, the result of 
group dynamics, an outgrowth of poor project 
scheduling, the consequence of a flawed work flow , a 
symptom of poorly articulated structure, or an instance of 
a competitive, combative culture.
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Recast 

Symptom 
Set

The UofA finally chosen should have 
> energy and commitment from the stakeholders,
> involve variables accessible to the problem solvers, and 
> suggest interventions less costly than the symptoms.

These are some of the 
critical variables 
required for Framing 
the problem, i.e. 
actually chartering a 
problem solving effort.

Does solving this problem ..
> .. secure a strategic objective?
> .. ensure a key capability?
> .. remedy a serious performance shortfall?
> .. respond to a significant market challenge?
> .. keep us in line with a shift in customer preferences?
> .. address a particularly noxious impact on employees?
> .. remove a negative impact on the community?
> .. remove an environmental threat?
> .. neutralize a competitor's advantage?

The Unit of Analysis

This statement of the 
symptoms should 
reflect the consensus 
of stakeholders  that a 
serious problem exists, 
that it is worth the 
effort to resolve, and 
that the whole problem 
has been captured.
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What supports 
the problem?

Problems are often stable and 
resistant because of subtle and 
unconscious dynamics, and 
some of those dynamics may 
involve the purported "problem 
solvers".  So stakeholders have 
to ask if they have inadvertently 
contributed to the problem.  
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Challenging 
Role of Problem 

Solvers
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Ask 
> When?
> Where?

> How?
> What?
> Who?

> Ever happen 
before?

Linking one 
symptom with 
another may 
sharpen the 
definition of 
the symptom

The UofA will 
help identify 
the relevant 
stakeholders

Identifying 
symptoms will 

suggest 
stakeholders

The UofA will 
suggest new 
links between 

symptoms


